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COMMITTEE MEETING REPORT

Subcommitiee on Public Safety Appropriations
Tuesday, February 10, 2004 9:00:00AM

Location: 12 HOB

Attendance:

Present Absent Excused

Gus Bilirakis (Chair) X

Sandra Adams

Gustavo Barreiro

Adam Hasner

Bob Henriquez

Wilbert Holloway

Matthew Meadows

KIX PR IR XXX

Mitch Needelman




Other Business Appearance:

Richard Prudom, Deputy Director (State Employee) - Information Only
Governor's Recommendation
Florida Department of Corrections
2601 Blairstone Road, Bidg C
Taliahassee FL 32399

Phone: 850-488-4250

Flectra Bustle, Legisiative Affairs Director (State Empioyee) - Information Only
Governor's Recommendation
Florida Department of Law Enforcement
2331 Phillips Raod
Tallahassee FL 32307

Phone: 850-410-7001

Mark Fontaine, Executive Director - Information Oniy
1] Budget Request
Florida Juvenile Justice Association
411 Office Plaza Drive
Tallahassee FL 32301
Phone: 850-671-3442

Brad Thomas, Public Safety Policy Coordinator - Information Only
Governor's Recommendation
Office of Policy and Budget
1801, The Capitol
Tallahassee FL 32359
Phone: 850-414-8570

William Bankhead, Secretary (State Employee} - Information Only
Governor's Recommendation
Florida Department of Juvenile Justice
2737 Centerview Drive
Tallahassee FL 32399

Phone: 850-488-1850

Larry Birch, President (Genera! Public) - Information Only
Juvenile Justice Services
The Grove Counseling Center, Inc.
583 East SR 434
Longwood FL 32750
Phone: 407-327-1765

Gino Shahan Jamison, Community Services Director {Genera! Public) - Information

Only
CINS/FINS RFP
ANCOFI
1716 South West 5th Court
Tallahassee FL. 33312

Phone: 954-261-7274

Mathes Guice, President {General Public) - Information Only
CINS/FINS RFP
Alliance For Action, Inc.
4500 W. Hallandale Beach Blvd.
Tallahassee FL 33024

Phone: 954-964-2901

Arjon Kennedy, Treasury (General Public) - Information Only
CINS/FINS RFP
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Community Based Organization
1021 Sistronic Blvd.

Ft. Lauderdale FL 33311
Phone: 954-415-1357

Nathaniel Knowles, Executive Directer {General Public) - Information Only
CINS/FINS RFP
AACOFI
216 S.W. 2 Court
Deerfield Beach FL 33441

Phone: 954-428-0807

Dee Richter, Executive Director (Lobbyist) {General Public) - Information Only
CINS/FINS RFP
Florida Network of Youth and Family Services
2850 Pablo Avenue
Tallahassee FL 32309

Phone: 850-922-4324

Willie Myles, Executive Director (General Public) - Information Only
CINS/FINS RFP
Alliance For Action Council of Florida, Inc.
7264 W. Oakland Park Bivd.
Lauderhili FL 33313

Phone: 954-578-6604

Janet, V. Ward, President/CEO (General Public) - Information Only
CINS/FINS RFP
Alliance For Action Council of Florida, Inc,
2850 N. Federal Highway
Lauderhill FL 33064

Phone: 954-785-8285

Meg Bates, Associate Director (Lobbyist) (General Public) - Information Only
Juvenile Justice Services
Hurrican Island OUtward Bound
177 Salen Court
Tallahassee FL 32301

Phone: 850-487-4365

Trevor Mask, Governmental Liaison (Lobbyist) (General Public) - Information Only
Governor's Recommendation
Florida Association of Counties
100 South Monroe Street
Tallahassee FL 32312

Phone: 850-922-4300

Nick Millar, Director of Governmental Affairs {General Public) - Information Only
Continuum of Services
Associated Marine Institute
2016 Sara Lee Lane
Tallahassee FL 32303

Phone: 850-508-2971

Faren Brown, PACE Student {General Public) - Information Only
Governor's Recommendation
PACE Center for Girls
1344 Cross Creek Circle
Tallahassee FL 32301

Phone: 850-921-9280

Debbie Moroney, Executive Director {(General Public) - Information Only
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Governor's Recommendation
PACE Center for Girls

1344 Cross Creek Circle
Taliahassee FiL 32301

Phone: 850-921-9280

George Magrill, CEO (General Public) - Information Cnly
CINS/FINS RFP
Youth & Family Alternatives
7524 Plathe Road
New Port Richey FL 34653

Phone: 813-816-2715

Mathieu Daquin, Executive Director (General Public) - Information Only
CINS/FINS RFP
AACOFI
2645 Executive park Drive
Weston FL 33331

Phone: 954-385-3005

Joshua Ford, CEQ (General Public) - Information Only
D3] Perdiem Increace
Central Florida Youth Services
4705 US Hwy 17 North
Bowling Green FL 33331

Phone: 727-846-2053

David Smith, Director {(General Public) - Information Only
D11 Perdiem Increace
First Step Adolescents Services
125 Geneva Drive
Oviedo FL 32765

Phone: 407-977-0420
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Rate Study Project Update for
Juvenile Justice Services in Florida

February 2002

Rate Study Project Update

BACKGROUND

High staff turnover and the increased cost of deing
business in juvenile justice programs, both state and
provider operated, prompted the Department of Juve-
nile Justice to take a careful look at the rates paid for
service delivery. In 1992, the year prior to the crea-
tion of the Department, basic rates for residential and
day treatment services were established by the legis-
lature. A separate rate was established for each of the
four levels of residential commitment. That year the
legislature funded, at the established care and custody
rates, the first increase in bed capacity since the early
1980's. Funding beds at these set rates continued until
1999 when the legislature began funding the low and
moderate risk beds at an average rate.

With the creation of the Department of Juvenile Jus-
tice and a new emphasis on public safety, the courts
and law enforcement began to utilize juvenile justice
services with a new vigor. The need to provide spe-
cialty mental health, substance abuse, and sex
offender services for this population became critical.

Surveys indicated that approximately 49% of the
youth in the juvenile justice commitment programs
were in need of these services. In 1998 the legislature
began to fund specialty programs at a higher rate.
During the 2001 legislative session, the legislature,
following the Governor and the Department's
recommendation, appropriated funding for the
operation of 1,152 new beds all at the specialty rate.
This emphasis on specialty services assisted the state
in settling the ME vs. Bush lawsuit that had been
active since the early 1990's, and significantly closed
the previous gap between identified need and services
delivered.

Since the rates were set in 1992, there have been no
cost of living adjustments to that rate. During the
same period, from 1992-2001, the Consumer Price
Index has increased by 15.8% and the Employee Cost
Index has risen by 20.1%. Salaries paid for public
safety employees have been addressed over the past
several years by the legislature. In 2000 the legisla- -
ture granted juvenile detention workers an 8% in-
crease. That same year all state law enforcement
officers received a 9% salary adjustment. During the
2001 legislative session, correctional officers re-
ceived an 11% salary adjustment and private prisons
under the auspices of the Correctional Privatization
Commission were granted a 3% cost of living
adjustment.

Accountability and efficiency have been central
themes of the legislature over the past several years.
Performance based budgeting, quality assurance, risk
management, and cost-benefit reporting have all
contributed to the cost of delivering juvenile justice
services. In addition, the background screening re-
quirements have narrowed the employee pool
available to work in juvenile justice programs.

The dramatic turnover in juvenile justice profession-
als, recognition that the cost of service delivery has
increased over the years, and the lack of an estab-
lished rate-setting system, prompted the Department
of Juvenile Justice to conduct a comprehensive
review of this issue.
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METHODOLOGY

The rate study project has completed two phases of
an anticipated three-part effort. In the summer of
2000 Phase I began when the Department of Juvenile
Justice contracted with James Moore, Inc., an inde-
pendent auditing firm, to conduct an audit of 225
Juvenile justice programs, both state and provider op-
erated. This cost study report was designed to provide
a comprehensive analysis of rates paid by the De-
partment for service delivery across the continuum of
services. The audit was to determine if the resources
committed by the state for juvenile services were in
fact being spent on the delivery of those services. The
auditors visited 225 programs and conducted an on-
site verification of the cost of service delivery.

Phase II of the rate study project began in January

2001. The Department created a Rate Study Steering

Committee, which was broken into five workgroups

each co-chaired by a provider CEO and by an Assis-

tant Secretary of the Department. A series of provider

and Department content experts were appointed to

each of the workgroups. Each workgroup was as-

signed one aspect of the comprehensive rate study.

The five areas covered included:

¢ Administrative Efficiencies — charged with de-
termining efficiencies that could be achieved by
reducing duplication of requirements, coordina-

- tion of monitoring visits, and better coordination

between policy and practice

e Program Efficiencies — charged with determin-
ing if efficiencies could be achieved by provid-
ers having access to bulk purchase of certain
commodities or if efficiencies could be achieved
by allowing providers to tap into the state con-
tract for certain goods and services

¢  State Comparison — charged with surveying ser-
vice delivery strategies, per diem rates, and
contracting practices used in other states to de-
termine efficiencies that might be used in
Florida

e Funding Sources — charged with determining if
there are other state or federal funding streams
that could be accessed to help support juvenile
justice service delivery

e  Cost Model Development — charged with build-
ing cost models for basic care and custedy ser-
vices; specialized mental health, substance
abuse, and sex offender services; and a cost
model for girls programming

Each group was assigned the duties of thoroughly
researching the topic, developing findings, and mak-
ing recommendations for enhancing juvenile justice
practice in Florida. Recommendations were only
adopted if there was a consensus of the Rate Study
Steering Committee.

To assist with the study, the Department worked with
two consulting firms; each assigned a specific area of
research. MAXIMUS explored state and federal
funding sources to make preliminary recommenda-
tions on what additional funding streams might be
utilized by the Department of Juvenile Justice to
maximize federal and state revenue. KPMG was
hired to conduct a comprehensive salary review and
analysis of turnover rates both at state and provider
facilities and to determine the cost range of the labor
component of residential service delivery. A total of
62 programs responded to the survey and offered
salary and turnover comparisons. In addition KPMG
gathered salary data from other states and compared
juvenile justice salaries with similar positions in the
Department of Corrections and the Department of
Children and Families.

Phase HI of the rate study project will consist of: 1.
Completing a thorough revenue maximization
analysis; 2. Developing recommendations on recruit-
ment and retention of employees; and 3. Implement-
ing final recommendations in each project area, sub-
iect to availability of funding.

FINDINGS

The James Moore, Inc. study found that, overall, the

cost of service delivery is greater than the reim-

bursement rate paid for these services. The report

cited the need for additional research into:

»  Funding gender specific programs

e The impact an increase in salaries will have on
staff turnover

o Use of specialty per diem rates for mental health
care

On another note the consultants surveyed 120 staff at
existing juvenile justice programs. A majority of the
employees that responded, 79%, believed their cur-
rent salary was not competitive with other profes-
sionals in similar positions.
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The consultants recommended the creation of a cost
study workgroup to develop cost medels for juvenile
Justice programs. The report recommended an aver-

age rate increase of 6% across all levels of juvenile -

Jjustice services. James Moore also recommended that
an annual rate adjustment based on the Consumer
Price Index (CPI) be implemented in order to com-
pensate for escalation of costs.

MAXIMUS investigated opportunities for additional
federal revenue claiming by the Department of Juve-
nile Justice and to validate, if possible, the revenue
maximization opportunities for the Department of
Juvenile Justice. MAXIMUS determined that addi-
tional federal recoveries might be possible under
Medicaid, Title IV-E, and possibly TANF. To pursue
these possibilities, the Department of Juvenile Justice
would need to commit significant resources to create
the processes and systems to provide an infrastructure:
for federal claiming. The consultants estimated that
12-18 months would be required to implement these
DEW programs.

The consulting firm of KPMG completed a compre-

hensive salary survey in conjunction with the rate

structure exercise. The survey looked at salaries,

benefits, staff allocation, and turnover. The firm re-

ceived survey replies from 62 residential programs

(17 state-operated programs and 45 private pro-

grams). Survey results revealed:

®  Across care and custody staff, provider salaries
averaged $2,000-$3,000 per employee below the
Department

e Across senior management and medical
positions, providers pay $2,000-$3,000 more
than the Department

o Due to the use of certified law enforcement offi-
cers, boot camps have a higher salary demand
than a comparable program

e  DJJ and provider salaries are below what the De-
partment of Corrections and privatized prisons

. pay comparable employees

o The aggregate weighted annual turnover was
55% for the basic care and custody positions and
35% for the basic counselor positions. The unit
supervisors had a 27% annual turnover rate.

The Administrative Efficiencies Workgroup found
that there are redundancies and inconsistencies
among standards, policies, and responsibilities within

and among governmental agencies that reduce effi- -

ciencies and increase costs. Some of the recommen-

dations include:

¢ Examine existing systems to rectify imbalances
among standards, policy requirements, and
funding capabilities.

e A cost benefit analysis of proposed standards,
policies, and service requirements should be
conducted prior to implementation.

e DC&F, DJJ, and the AHCA should coordinate
and agree on common practice standards

e  Programs receiving a satisfactory or better QA
review should be reviewed on a biennial basis

¢ Control the proliferation of mandatory forms,
reports, manuals, and standards and eliminate the
duplication of monitoring and audit functions.

¢ Bliminate the requirement that the independent
audit form completed by the provider be certified
by an independent anditor

o  Consideration should be given to increasing the
length of contracts for providers with satisfactory
performance and consolidating contracts on the
same site

A series of meetings between DJJ and provider repre-
sentatives in recent weeks resulted in adopting, in
whole or in part, approximately forty different effi-
ciency ideas.

The State Comparison Workgroup attempted to com-
pare Florida contracting practices and rates for

-contracted services with those in other states. The

response to the survey was limited. The workgroup
recommended that it would be a disservice to the
process to attempt to make conclusions based on
limited and sketchy survey information. The group
recommended that funding be designated to identify a
research group that can thoroughly investigate the per
diem rates and practices of three or four select states
comparable to Florida.

The Program Efficiencies Workgroup was charged
with determining the feasibility of using bulk pur-
chasing power to achieve greater efficiencies and cost
savings. The group found that efficiencies are already
being achieved through use of existing services such
as PRIDE, SUNCOM, RESPECT, and CMBEs. Also
they found that an efficiency of .29-44% could be
achieved if providers were allowed to access state
purchasing contracts. Finally the group concluded
that a purchasing cooperative among providers would
probably realize minimal savings over the expense of
operating such an operation.
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The Funding Sources Committee was charged with

examining how to maximize local, state, federal, and

private funding sources. The consulting firm

MAXIMUS assisted the workgroup. The group con-

cluded that there are opportunities to maximize

federal dollars, but to earn the dollars, the processes

are complex. To maximize funding opportunities

there must be significant inter-agency coordination

between state agencies. Also there appears to be op-

portunities to partner with Workforce Fiorida to

access job development and placement services for

Jjuvenile justice youth. Finally the group cautioned on

the pitfalls of revenue maximization efforts. The

group recommended:

® Set priorities where maximizing federal funds
makes the most sense

s Develop a Workforce Florida initiative

¢ Contract with a consultant to develop a federal
maximization plan for the Department

* Maximizing these funding sources should result
in improving services and outcomes, not sup-
planting

¢ The workgroup should continue in order to guide
these efforts

The Cost Model Workgroup was broken into four
subcommittees:

"The CINS/FINS subcommittee concluded that the
data was not presently available to develop a cost
model for CINS/FINS services. This is one of the ac-
tivities that would be taking place this year under the
new statewide CINS/FINS contract with the Florida
Network of Youth & Family Services.

The Day Treatment Workgroup offered a cost model
for day treatment. There was considerable dialogue
regarding the cost of day treatment services and the
deliverables of day treatment. It became clear in de-
veloping the model that there is wide variability in
what is defined as day treatment from a girls specific
PACE program, to a boot camp re-entry program, to
an Associated Marine Institute program. There also
was unclarity regarding the requirements for pre-
commitment day treatment and conditional release
day treatment. Also, the hours of operation of these
facilities varied greatly from an 8 to a 12-hour cover-
age day. The decision was made to continue to study
this issue over the next year.

The Basic Care and Custody Workgroup proposed a
model rate for basic care and custody services utiliz-

ing 24, 48, and 96-bed scenarios. This “mode]” rate
would provide adequate staff and services to operate
effectively 7/24/365 at the existing staffing pattern
requirements and to meet the basic medical, recrea-
tion, nutrition, and custody needs. The recommended
rate is between $91-$107 a day. Also the Steering
Committee agreed that girls programs cost slightly
more in order to compensate for additional medical
expenses, gender-specific training, increased clothing
demands, and feminine hygiene products. It appears
the differential to cover these expenses would be ap-
proximately $11 a day.

The Specialty Services workgroup recommended that
a comprehensive evaluation be conducted on each
youth prior to placement in a program and that the
results of the evaluation be used to drive the place-
ment, especially as it relates to the need for specialty
services. The group offered a rationale for and pro-
gram description of several specialty programs in-
cluding: behavioral health overlay services (BHOS),
mental health overlay services, intensive mental
health residential program, residential substance
abuse program, developmentally disabled residential
program, and intensive sex offender residential pro-
gram. The scenario presented also described the pro-
fessional training and staff credentials necessary to
operate an effective specialty program. The rates
proposed for specialty services would be an 2dd on to
the basic care and custody rate. The proposed spe-
cialty rates to operate a specialty program range from
$28 a day for mental health overlay services to $60 a
day for an intensive residential sex offender program.

CONCLUSIONS

The purpose of the rate study project over the past
two years was to determine the true cost of services
based on a careful and comprehensive evaluation of
service requirements and standards for service deliv-
ery, leading to the development of an equitable and
predictable rate-setting system. In addition an attempt
was made to compare Florida against other states and
look at additional revenue sireams and efficiencies
that could enhance revenue or decrease requirements.
The following conclusions were drawn from this ef-
fort:

1. Staff Turnover: Turnover of staff working in
Juvenile justice programs is dramatic. The con-
stant cost associated with turnover, such as addi-
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tional background screening, training, and
overtime, all contribute to an increased cost of
service delivery. Staff turnover is a constant
stress to the effective operation of all juvenile
justice programs and is a threat to public safety.
Well-trained and weli-rested staff are less likely
to make a critical mistake that will result in an
escape or other serious consequence.

Salaries: Salaries at juvenile justice programs
are lower than comparable positions in the De-
“ partment of Children and Families and dramati-
cally lower than comparable positions in the De-
partment of Corrections or other law en-
forcement agencies. Provider salaries at all levels
except top management are paid $2,000-$3,000
less than comparable Department of Juvenile
Justice positions. Providers pay top managers
$2,000-$3,000 more than DIJ. The salaries for
the care and custody positions are paid at such a
low level that is hard to recruit and retain com-
petent professionals who can make it through the
background screening.

Rising Costs: Cost of service delivery, outside
the control of the state or providers, increases
annually. There is clear documentation of esca-
lating costs for all types of insurance including
workers compensation, medical expenses con-
tinue to rise, pharmaceuticals have risen dramati-
cally, and all energy costs have risen substan-
tially since rates were set last decade. Both the
James Moore, Inc. study and the cost model ex-
ercise confirmed this fact. Without a mechanism
to increase contracts to cover these expenses, the
salary line becomes the only place to recoup
these expenses.

Adeguacy of Existing Rates: The study con-
cluded the basic care and custody rate is below,
by approximately 20%, the amount needed to
adequately provide services and meet the re-
quirements of the state. The high turnover rate of
staff and low salaries paid are indicators of the
inadequacy of the existing base rate. The spe-
cialty rate recently utilized by the legislature to
fund specialty services is adequate.

Specialty Services: There is a documented need
for specialty services to effectively treat the

needs of juvenile offenders. The recently settled
ME vs. Chiles lawsuit recognized the effort of
DIJJ to expand these services. The James Moore,
Inc. study concluded a differential is needed to
the care and custody rate to fund these services.

Efficiencies: There is an opportunity to reduce
the burden on providers and state operated pro-
grams by elimipating duplication of require-
ments and through better coordination between
DIT and the other state agencies funding or
licensing juvenile justice programs. The
Department has recently initiated several work-
groups with the task of achieving these
efficiencies.

Funding Sources: The study concluded there
are some limited possibilities for the Department
to gamer additional federal funding support.
However these programs would require addi-
tional staffing capability at the Department to
secure these resources. In addition it would take
12 to 18 months to find out the extent these re-
sources might be available to support the base of
service delivery.

Accountability: The creation of the Department
of Juvenile Justice by the legislature resulted in
restored credibility to the juvenile justice system.
New accountability measures such as quality as-
surance, performance based budgeting, and cost-
benefit analysis has resulted in more efficient
and effective juvenile justice programs. Pro-
grams that could not meet these standards have
been terminated.

State Comparisons: The way Florida delivers
and pays for services appears to be dramatically
different from other states. Florida contracts
more juvenile justice services than any other
state in the country. No conclusions should be
drawn from a comparison with other states with-
out an in-depth analysis based on detailed
information from other states and an under-
standing of how their per diem rates and program
delivery system differs from Florida.



Page 6 Rate Study Project Update

MAJOR RECOMMENDATIONS FOR CONSIDERATION

1. Adopt the cost model rate structure jointly developed by DJJ and providers.

2. Apply new or future funding increases to implement the proposed rate structure in order to adequately provide
for the myriad of services called for in statute.

3. Continue to fund existing specialty rates for mental heaith, substance abuse, developmentaily disabled and sex
offender services in residential programs.

4. Provide a cost differential for girl's residential facilities to adequately fund the higher costs for these programs.
5. Provide an appropriate cost differential to provider-owned facilities,

6. Establish an appropriatg cost of living adjustment mechanism to maintain service levels and quality.

7. Revise statutory language to allow juvenile justice providers to access state purchasing,.

8. Continue to pursue on an annual basis administrative and program efficiencies.

Frank Alarcon, Deputy Secretary, Florida Department of Juvenile Justice, and Mark Fontaine, Executive Director,
Florida Juvenile Justice Association, jointly authored this Rate Study Project Update.
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METHODOLOGY FOR 2002 PER DIEM INCREASE

Pursuant to the General Appropriation 2002, which provides $1.65 million from
General Revenue for per diem increases to address current inequities among
providers, the Department has allocated the funds as follows:

1. The Department identified programs with the lowest per diems.
2. The Department increased each of these programs’ per diem based
on the size of the program according to the table below. '

Number of Beds Ng\?;;er Numb:rff Q:C:; 3gf‘ams
1-36 $ 78.50 17
37-74 $ 77.50 10
75- 110 $ 76.50 7
111 -178 $ 75.73 i
179 - 200 $ 75.72 1
201 - 350 $ 74.50 1
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METHODOLOGY FOR 2003 PER DIEM INCREASE

Pursuant to the General Appropriation 2003, which provides $900,000 from
General Revenue for per diem increases to address current inequities among
providers, the Department has allocated the funds as follows:

1. The Department identified programs with the lowest per diems.
2. The Department increased each of these programs’ per diem based
on the size of the program according to the table below.

Number of Beds Ng‘;; ;e’ Numbirﬁ zfc:;fggrams
Speciaiiz;czﬁ f;l:gzal Health $ 85.80 ;
0-39 $ 80.00 20
40-90 $ 78.00 14
91 - 110 $ 77.25 6
111 - 200 $ 76.50 2
201 -- 305 $75.00 1
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Source: KPMG Consulting. “Aggregated Weighted Turnover by Classification”
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